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When the Tucson City Golf Enterprise System 
developed its first Business Plan in 1999, the City’s
financial consultant at the time, U.S. Bancorp Piper
Jaffray Inc., analyzed the proposal and stated that

the two most significant factors affecting the financial
integrity of the System were a continuing loss in total
rounds being played on the City’s golf courses and
operating expenses, which had not adjusted to the

drop in rounds played.  In its final summary, the 
consultant said that "the restoration will inevitably be

controversial and will not please everyone, but
should be done in order to stop the financial drain on

other City revenues and programs."

While the road was bumpy, Tucson City Golf (TCG)
was able to deal with the reactions to policy and

management changes in the 1999 Business Plan.
TCG overcame a decrease in the number of paid

rounds, monitored and controlled expenditures, and
finished with positive cash flow in Fiscal Years

2001–2004, the last four years of the 1999 Plan.

The 2004 Business Plan projects rounds to be
played and revenues earned over the next five years
based on historical performance and research on the

future of golf in the southwest and the Tucson 
metropolitan area.  The most important thing to note
regarding this Business Plan is that TCG is projected
to finish in "the black" operationally, pay principal and

interest on the long-term debt, and fund capital
improvements.  The 1999 Plan did not pay principal

on the long-term debt.  Funding capital 
improvements is vital to the continued success of the

System.

TCG believes much of the success of this new
Business Plan will be from the proposed 

stair-stepped increases in green fees, over the five
year period, as opposed to the much larger one-time

increases which were implemented in the 1999
Business Plan.

Over the life of this recommended Business Plan,
TCG will continue to grow while making these 

operational changes:

■ Create additional revenue streams.  A couple of 
examples are advertising revenues from yardage 

books on carts and information display boards 
near the Pro Shops and on the Driving Ranges.

■ Become part of the Professional Golfers’
Association’s "Play Golf America" program.  This 

program is designed to build the game of golf 
through clinics and events intended to introduce 

golf to new adult players and create 
family-oriented golfing opportunities.

■ Increase club and group play through discounts 
for qualified clubs in the peak demand season 
(January through March), and with additional 

discounts for clubs and groups the remainder of 
the year, based on participation.

■ From April through December, increase the 
number of golf tournaments booked and the size 

of these events with special pricing based on 
participation levels.

■ Introduce an Affinity Program to encourage 
customer loyalty through repeat business.  Tucson 

City Golf’s Point-of-Sale system, used in the Pro 
Shops, will track each transaction through a 
golfer’s Resident Rewards Card (Resident or 

Senior Resident Card) or Non-Resident Rewards 
Card.  Golfers will be entitled to discounts based 

on their level of Pro Shop spending and/or 
number of rounds played.

■ Improve marketing through mass e-mails to all 
registered golfers, offering discounts and specials 

for tee times not sold two to three days in 
advance.

■ Continue to encourage and fund as much 
education and training opportunities as possible 

for all staff.

Executive Summary
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The goal of TCG is to provide Tucsonans, residents
of the metropolitan area, and visitors the best golfing

value in southern Arizona through well-maintained
golf courses and outstanding customer service at 

reasonable prices.  TCG also aims to promote both
the growth and etiquette of the game of golf through
youth, adult, and senior programming.  This will be

accomplished through developing staff to ensure the
highest level of golf course maintenance and 

customer service.  TCG will continue a positive 
economic investment in all aspects of its operations.

History

The City of Tucson’s (City) first golf course was the
City Municipal Golf Course opened in 1925 with sand

greens and alfalfa tee boxes and fairways.  The
course was re-designed in 1930.  In 1936, the course

was grassed.  In the mid 1950s, the wife of Dell
Urich, who was the long-time golf pro at the "City

Muni" led a movement to re-name the course
Randolph for the family who deeded the property to

the City.

Randolph South was constructed and opened in
1961.  Then in 1968, the City purchased El Rio

Country Club.  It was determined that the loan for
this purchase would be repaid through revenues 

generated at El Rio, thus establishing the City’s Golf
Division as a utility, subject to Enterprise Fund

accounting methods.  This act deemed that golf was
to support itself, without subsidy from the general

fund. In 1979, the City opened Silverbell Golf
Course, which was a landfill reclamation project.  

The City added a fifth course to the system with the 
construction and opening of Fred Enke Golf Course

in the southeast part of the City in 1983.

The City has maintained full managerial control of its
golf operations throughout the life of the five courses.
The City has always staffed the golf course mainte-
nance and clubhouse operations. Until the summer
of 2000, the operation of the Pro Shops was con-

tracted out to Golf Professionals.  This combination
seemed to work well until 1992, when TCG began to
lose money. This loss primarily was attributed to 20

golf courses being built in the metropolitan area from
1982 to1992.  TCG continued losing money in Fiscal

Years 1993 to 1999. 

In early 1999, the City Manager requested that the
Parks and Recreation Department establish a

methodology, which would allow TCG to continue
operating without losing money. After reviewing the
assignment, three primary issues were identified:

1. Stop losing money
2. Control costs

3. Implement an entrepreneurial style of 
management, which is necessary to

succeed in today’s golf market

In December 1999, the Mayor and Council adopted a
five-year business plan with some major changes in

the operation, including:

■ In an effort to more effectively manage day-to-day 
course operations and to greatly improve 

customer service, TCG canceled the contracts of 
the Golf Professionals and established 

classifications within the City’s Compensation 
Plan for Golf Professional and Assistant Golf
Professional.  The City also hired an Assistant 

Director to oversee the Golf Division;

■ Adopted private sector business practices by 
Increasing the number of staff hours, controlling 

labor expenses, improving golf course conditions 
and customer service; keeping full-time 

management, supervisory, and technical staff, and 
converting the majority of the golf labor force to 

part-time status; 

■ Limiting additional debt through restricted 
funding of capital improvements over the life of 

the 1999 Plan; 

■ Allowing market-based pricing for green fees, and
approving increased maximum green fees, which 

had not been raised in more than five years.

Success of the 1999 Plan is demonstrated by TCG 
finishing in the black, on an operating income basis
for the last four fiscal years.  The loss in Fiscal Year
2000, the first year of the Plan, was primarily due to
the fact that it was not put into effect until January

15, more than halfway through the fiscal year. Also,
implementation of critical components such as 

converting Maintenance Section permanent full-time

Mission Statement
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staff to part-time non-permanent staff and 
establishing job descriptions for recruiting and hiring

of Golf Professionals and Assistant Golf
Professionals took additional planning and were not

completed until November 2000.  Despite TCG’s
financial success over the life of the Business Plan,
only in Fiscal Year 2001 did TCG meet rounds and

revenue projections established in the Business
Plan.  The success of the 1999 Plan and of the

Tucson City Golf Enterprise System has been based
on TCG’s ability to monitor and control its expenses.

Over the life of the 1999 Business Plan, several
major operational changes have taken effect and

improvements made:

■ Establishment of Golf Professional positions and 
the hiring of Golf Professionals.

■ Golf Professionals developing Pro Shop and 
Outside Services staff to improve customer 

service, supervision of play on the course, and 
staff efficiency.

■ Conversion of the majority of Maintenance 
Section staff from permanent full-time to 

part-time non-permanent status.

■ Also, in the Maintenance Section, more money 
than was budgeted was spent on labor and parts 

for repairing equipment an golf carts.  These 
additional expenses came at the cost of grounds 

maintenance supplies and procedures.

■ In the area of capital equipment, TCG expended 
approximately $1.1 million of the slightly more 

then $2.0 million which was budget

■ Replacement of comfort stations a Silverbell, 
replacement of the pump station at Fred Enke, 

and re-carpeting of the Pro Shops and Clubhouses.

■ Upgrade of the automated tee time reservation 
system to increase marketing and golfer access to 

tee times through the Internet.

■ Continued staff development through education 
and certification for golf professional staff through

the Professional Golfers’ Association of America 
classes, specialized manufacturers’ seminars, and 

other training opportunities.  

■ Maintenance staff is afforded educational 
opportunities through classes in agronomy from 

both the University of Arizona and the Golf 
Course Superintendents Association of America; 

with additional training provided by vendors.

■ Uniforms to ensure both a consistent appearance 
and easy identification of staff.

■ Developed Policy and Procedure Manuals for both 
the Pro Shop and Maintenance Sections to assist 

in staff training, consistency and employee 
performance.

■ Formulated weekly Revenue, Play and Labor 
Reports for both Pro Shop and Concessions 

Sections, and weekly Maintenance Section Labor 
Reports as a key to monitoring the System’s

financial position.

■ Developed a written Reservation Policy that 
clearly defines Club, Group, and Tournament 

qualifications, rates, and booking procedures.

■ Creation of new revenue sources through 
avenues such as advertising and exclusivity 

agreements.

■ Controlling of the local golf market with increased 
local advertising and promotion, with the ability 

to offer rate discounts from the Mayor and 
Council approved maximum golf rates as needed 
to ensure the Systems courses achieve as many 

rounds as possible.

■ With the help of the Tucson Greens Committee, 
established a volunteer work force known as 

DIVOTS (Directly Involved Volunteers Offering 
Touch-up Services), who provide assistance in 
filling divots, painting tee markers and yardage 

indicators, picking up litter, and other tasks.  This 
group’s efforts have proven to be of great benefit 

to TCG.

■ $2.6 million in capital improvements toward the 
renovation of the Trini Alvarez - El Rio Golf 

Course in developing it as a First Tee Facility,
through a partnership with the Tucson 
Conquistadores.  TCG’s cost for these 

improvements will be approximately $1.2 million.  
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TCG’s share was raised through the sale of a 
small portion of excess land at Silverbell Golf 
Course.  This partnership also includes future 
discounts on equipment and supplies for the 

operation of the Trini Alvarez - El Rio Golf 
Course, as well as providing $100,000 annually, in 

funding for local youth programming through a 
partnership with the Tucson Conquistadores.

The overall success of the 1999 Business Plan was
brought about by the ability and willingness of the

Golf Division’s management team to reduce 
expenses by periodically reducing labor hours, not

purchasing budgeted equipment, and by limiting the
purchases of other supplies.  At the same time, TCG

improved golf course conditions and customer 
service and implemented pricing strategies that make

the City’s five golf courses southern Arizona’s best
golfing value.

Scope of Operations

For management purposes, TCG is divided in to four
sections: Administration, Golf Course Maintenance,
Pro Shops, and Concessions.  Within this structure,
TCG operates and manages five golf courses, four
retail pro shops, four driving ranges, and four food

and beverage facilities.  TCG operations are 
self-supporting through the revenues generated by

users.  TCG promotes and assists local youth, adult,
and senior golf programs to provide golfing and 

training opportunities while improving golf 
etiquette.  TCG’s proactive marketing plan educates
the customer base about pricing values year around.  

TCG is striving to establish a strong communication
system with local golfers, charity groups, and golf

clubs.  TCG has developed a dedicated and trained
workforce that continues to improve customer 

service and is skilled in golf course maintenance and
etiquette that will increase the enjoyment and 

frequency of play at all TCG courses.

In addition to the paid staff, TCG has recently worked
with the Tucson Greens Committee in establishing a

corps of volunteers known as DIVOTS (Directly
Involved Volunteers Offering Touch-up Services).

This group has provided hundreds of hours of 
assistance in filling divots, painting tee markers and
yardage indicators, picking up litter, and other tasks.
This group’s efforts have proven to be a great benefit

to TCG.

Under this Business Plan, TCG plans to make few
changes to its primary operating practices.  There will

be increased efforts to market the golf courses
through an Affinity Program, which will reward golfers
for their level of spending and/or  frequency of play
at TCG pro shops and golf courses.  The Internet

also will be used more aggressively to notify golfers
of available tee times and discounted rates.

Another change to note will be in the Concessions
Section where the facilities at Silverbell and Fred

Enke will be operated as Snack Bars.  This 
modification is due to continued losses through keep-

ing the kitchen open, paying a cook, and having a
full-service menu.  The Snack Bar concept offers a

more limited menu of hot and cold sandwiches and a
variety of breakfast options, which do not require the

expertise of a cook or the costly operation of 
commercial kitchen equipment.  As a service to the
golfer, Snack Bar hours of operation will actually be

longer than kitchen hours in prior years.

As illustrated in the following charts, a moderate
stair-step, across-the-board increase in the maximum
green fees is proposed in this Plan.  Maximum green

fees will increase each year of the Plan.  At
Randolph and Dell Urich, the maximum 18-hole
green fees will increase by $2 annually in Fiscal
Years 2005 through 2007, and by $1 per year in

Fiscal Years 2008 and 2009.  At El Rio, Fred Enke,
and Silverbell, the maximum 18-hole green fees will
increase by $2 in Fiscal Year 2005, and will increase
by $1 annually in Fiscal Years 2006 through 2009.  It

should be noted that the total of green fee rate
increases over the proposed life of this Plan are still
much less than the one-time increases that were put

into effect January 15, 2000, as part of the 1999
Business Plan.  Graphs depicting the current and the

five-year proposed maximum green fees, for the
most frequently used categories follow on pages 
6 and 7.  A table with all the proposed fees for this

Plan is contained on page 26.  It is also proposed that
fees for carts increase from $9 per person for 18

holes to $10 per person.  The cart fee for 9 holes,
currently $6 per person, would go to $7 per person.

Cart fees at City golf courses have not been
increased in more than 10 years. 
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It should be noted that "Other Fees" which are rec-
ommended to increase include the Resident or
Senior Non-Resident Rewards Card.  While the

annual renewal fee will remain at $10, the fee for a
new Card will increase from $10 to $20.  The $10 fee
was established some years ago. Due to increased

production and labor expenses, and consideration by
many that the card was under-valued, TCG believes
the fee increase is justified.  The de-valuation of the

Resident Card has occurred due primarily to the
aggressive discounting of TCG golf rates.  In earlier
years, discounts were not available as often and the

Resident Card was worth a $10 discount for each
round played.  Now, TCG offers discounted rates

available to all players, most of the year.

Additionally, students who otherwise do not qualify
for a Resident or Senior Resident Rewards Card, but

who have a valid Student Identification Card from
Pima Community College or the University of

Arizona, will be eligible to purchase a Resident
Rewards card.  Without a Resident or Senior

Resident Rewards Card, these students will not qual-
ify for the Resident or Senior Resident Rates. The
preceding explanation is also relevant to the Junior

Card, which is suggested to increase in price from $3
to $5.  Junior cards are not subject to annual renew-

al.  

A new fee item is the Non-Resident Rewards Card.
For $75, a Non-Resident golfer may purchase this
card and will receive the appropriate discounted

Resident Rate as well as earn credit toward TCG’s
Affinity Program, which rewards golfers with dis-

counted purchases when certain levels of spending
and/or rounds played have been achieved in a given
calendar year. The annual renewal fee for this card

will be $50.

This Business Plan also proposes an increase in the
cost of range balls, although golfers would receive
more balls in both the large and small buckets.  A
small bucket would increase from $2 for 25 to 30

balls, to $3 for 31 to 36 balls.  A large bucket, now $4
for 49 to 60 balls, would increase to $5 for 61 to 72

balls.

Distinguish from Competitors

TCG sets itself apart from the competition through
the opportunity for golfers to play a variety of golf
courses, and accessibility to a large number of 

available tee times.  Opportunity is also 
demonstrated by enabling children ages 17 and
under to play on any of the five golf properties at

scheduled times for only $1.  The partnership with
The First Tee provides opportunity for 2,000 youths a

year, for the next 25 years, to be introduced to the
game of golf.  Another opportunity is TCG’s Senior
Rate which allows Seniors to play golf at a reduced
rate on a reservation from April through December,

and on a "Walk – On" basis January through March.
Another distinction is that the golf purist has the
opportunity to walk when playing a TCG course.

Additional opportunity is offered to local charities to
book fund-raising golf tournaments as much as two
years in advance.  However, the opportunity for all

golfers to play golf on well-maintained golf courses at
reasonable prices remains as one of TCG’s primary

tenets.

Accessibility begins by TCG hosting more than 20
boys’ and girls’ high school golf teams for practices

and matches after school for approximately 11 weeks
each fall.  This type of access continues through an
agreement with Pima Community College designat-
ing a TCG property as the team’s "home course."

The Tucson Parks Foundation, a non-profit organiza-
tion that raises money for the Tucson Parks and
Recreation Department, hosts at Randolph Golf

Complex the only LPGA Tournament held at a munic-
ipal facility.  Even though TCG pre-books tee times
up to seven months in advance for more than 70
men’s and women’s golf clubs and groups, more
than half of TCG’s tee times are accessible to the
individual golfer who is the very foundation of this

enterprise.
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Cost Control

Mayor and Council approved Tucson City Golf’s
original Business Plan in December 1999.  This 

document was a master plan for the operation and
development of five golf courses and related facilities

that are wholly owned by the City of Tucson.  The
1999 Business Plan included assumptions for 

revenue that were very optimistic in nature, such as
340,000 predicted rounds in FY 2004.  Achieving

those projections would allow TCG to successfully
fund its operational and capital budgets.  

The following illustration and historical financial 
statements in this document demonstrate that TCG

was only able to achieve those lofty play goals in the
first year of the Plan, thereby resulting in revenue

shortfalls from projections throughout the life of the
Plan.

It became readily apparent early on in the second
year of the plan that TCG would have to become

very active in cost control measures in order not to
operate at a loss.  Play and revenue numbers were
and continue to be evaluated on a weekly basis to
keep timely and accurate track of current economic
conditions.  From those reports, decisions were and
continue to be made as to purchasing, staffing, and

capital outlay.

For example, every year TCG budgets for two appli-
cations of pre-emergent herbicide on each course, a

total of 600 acres at $107 per acre, for a total of
$64,200 per application, or $128,400 annually.  One
of these applications is set for October during over-

seeding and the other is scheduled for late February.
Due to revenue shortfalls, TCG has only been able to

fund this procedure once during the five year
Business Plan.  Another example is the night 

maintenance schedule that TCG has adopted during
the winter months which allows more available time

Note: FY 2004 El Rio closed May and June for renovation



BUSINESS PLAN                                FY 2005 – FY 2009

11

in the morning to book tee times.  TCG regularly
evaluates weather, agronomic conditions, and

number of players, and adjusts work hours 
accordingly. TCG schedules fertilization and
herbicide applications according to a regular 

calendar, but constantly monitors turf growth and
development.  When conditions warrant, TCG 

eliminates a scheduled application that is deemed
unnecessary. TCG has improved the golf cart and

maintenance equipment repair and preventive 
maintenance schedules prolonging the effective life of
that equipment, thus saving money over the long run.  

TCG has, with cooperation from the General
Services Department, taken responsibility for much
of its own vehicle maintenance, which has been a

tremendous saving to the Golf Division.  In dire 
circumstances, TCG has reduced staffing until such
times as the play numbers improve and revenues

justify greater expenses. TCG is committed to 
monitoring financial operations and responding to the

prevailing economic conditions, while at the same
time remaining committed to providing the very best

product, as a self-sustaining enterprise.

Market Share / Standing

The Golf Industry Association (GIA) is a body of
member golf courses throughout the state of Arizona.

Recently, the GIA asked the School of Business at
Arizona State University to compile data regarding
rounds (18-hole equivalents) played, green fee and

cart revenues, and pro shop retail sales from
member courses, and from this information produce
monthly reports.  The GIA defines TCG’s courses as

public sector members.  Its definition of a public
course is any course where non-members may make

reservations.  Therefore, the GIA reports compare
TCG courses not only to other Arizona municipal

courses, but also to area courses like Santa Rita, Del
Lago, Vistoso, and La Paloma, for example.  Since
the definition of public sector is so broad, it must be
remembered that many of the courses in the public
category charge much higher green fees and have

much lower rounds played projections.  However, this
research appears to be relevant to TCG in that it is
timely, geographically specific, and relates some of

the state’s economic factors such as jobs and 
personal spending, to golf play.

Several important facts can be derived from the GIA
data displayed for the twelve-month period ending

January 31, 2004.

■ Each of TCG’s five courses had more rounds than 
the average public golf course in Arizona.  Play 

exceeded the state average at Randolph and Dell 
Urich by 42%, at El Rio by 19%, at Silverbell by 
33%, and at Fred Enke by 9%.  Overall, play on 

TCG courses was 28.7% higher than the 
statewide average.

■ Pro Shop retail sales statewide were down 7.3%, 
but at the same time TCG Pro Shop retail sales 

were up 14%.

■ Compared to the same 12-month period, one year 
earlier, statewide play was down 9%.  Each of 

TCG’s five courses lost less play, and 
system-wide was down only 3.3%, while in fact 

play increased nearly 3% at Fred Enke.

■ The average public golf course in Arizona 
received an average of $41.33 a round for green 

fee and cart while TCG averages considerably 
less.  The average at $27.33 at Randolph and 

Dell Urich, $20.95 at El Rio, $21.43 at Silverbell, 
and $21.41 at Fred Enke.  Overall in this 

category, TCG’s five courses averaged $23.94.

■ TCG averages more rounds, and charges
considerably less then the average public golf 

course in Arizona.



BUSINESS PLAN                                FY 2005 – FY 2009

12



BUSINESS PLAN                                FY 2005 – FY 2009

13



BUSINESS PLAN                                FY 2005 – FY 2009

14



BUSINESS PLAN                                FY 2005 – FY 2009

15

Increase or Create New Revenue Streams

In such an overbuilt golf course market as the
Tucson metropolitan area, TCG believes the best

way to increase its revenue stream is through 
retention of its customers.  With the development of

this Business Plan, TCG plans to introduce its Affinity
Rewards Program.  Resident and Senior Resident
cardholders will receive discounts based on their

spending and/or frequency of play.  Rewards cards
also will be available to Non-Residents.  TCG also

proposes new discounts for golf tournaments, as well
as men’s and women’s clubs based on the number

of players.  TCG will also become part of the
Professional Golfers Association’s "Play Golf

America" program.  This program is intended to build
the game of golf through clinics and golf events in
order to introduce the game of golf to new adult

golfers and create more family-friendly golf 
opportunities.

Catering of non-golf events such as weddings and
retirement parties is something TCG’s Concessions
Section will work very hard to continue to develop

and expand.

TCG has created and will to continue to create new
revenue streams.  In FY 2001 TCG bid its soft drink
contract and now receives an exclusivity fee, plus an
allowance for the purchase of Concession employee

uniforms.  In the past, neither of these sources of
revenue existed.  TCG went to bid for scorecards in
FY 2003 and now receives $2,000 a year in addition
to receiving scorecards for all of its courses, at no

charge.  Previously, scorecards cost the City 
approximately $10,000 per year.  In late FY 2004,
yardage books will be mounted to each golf cart,
which will include some national advertising, and
TCG will receive $7,500 per golf course annually.
Also in the future, display boards will be installed
near each pro shop and driving range entrance.

These boards will be used to post upcoming events
or information about fees and specials.  These boards

will also have some space for local advertising.  TCG will
receive up to $500 a year per board.

Recent upgrades to the Pro Shops’ Point of Sale and
to the tee time reservation system, TCG will be able

to readily distribute direct e-mail marketing, which will
enable TCG to offer more tee sheet yield manage-

ment type specials.

The most important thing for TCG staff to remember
is that golfers have many choices available to them
and only through well-maintained golf courses, good

customer service practices, and competitive rates
can TCG expect to retain and grow the existing cus-

tomer base.

Community Commitment

TCG’s commitment to the community begins with the
youth of southern Arizona.  By providing year-round
golf clinics and tournaments through the Ricki Rarick

Junior Golf Program, the Southern Arizona Junior
Golf Association, and the Tucson Conquistadores

program, all juniors who attend an etiquette clinic can
play golf for $1 on any of TCG’s five golf properties

at scheduled times.  

TCG also has a new partnership with the Tucson
Conquistadores and The First Tee program at the

Trini Alvarez El Rio Golf Course. Through this 
partnership, El Rio will receive a $2.6 million facelift,

and TCG will receive $100,000 a year for youth 
programming for the next 25 years.  In 2003 and
2004, TCG partnered with the Multi-Cultural Golf
Association of America in providing a five-week

series of clinics to approximately 300 children per
year. The Professional Golfers Association of

America (PGA) and USA Networks sponsor these
clinics which are scheduled around Tucson’s annual

PGA Tournament.  

TCG also hosts more than 20 boys’ and girls’ high
school golf teams’ practices and matches after

school for approximately 11 weeks each fall.  This
type of commitment extends to Pima Community

College through an agreement designating a TCG
property as the home course for Pima’s golf teams.
Additionally, TCG properties facilitate a number of
golf classes for Pima Community College and the

University of Arizona. TCG also has assisted many
local charities in southern Arizona by hosting 

approximately 100 charity fund raising events each
year. TCG also donates rounds of golf to 

approximately 150 other fund raising events in 
southern Arizona.  Free practice areas are available

to golfers at each TCG facility. TCG remains 
committed to being southern Arizona’s best golfing
value by providing well-maintained golf courses and 
outstanding customer service, at reasonable rates
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Overall Golf Industry

There are many different organizations with different
methods of analyzing the golf marketplace. TCG has

chosen to use data gathered by the National Golf
Foundation.  The information below is from its 

publications.

ROUNDS PLAYED  -  495 million rounds of golf were
played in the United States in 2003, a 1.5%

decrease, down from 502 million rounds played in
2002.  When added to the 3.0% decrease in rounds

from 2001 to 2002, there has been a cumulative
decrease of 4.5% in rounds played in this country
since 2001.  According to a survey of the nation’s

golf facilities, the three reasons given most often for
a decrease in play at an individual golf facility were

the weather, the economy, and the increased compe-
tition.  (Rounds Played in the U.S. 2004 edition,

NGF)
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GOLF COURSE INVENTORY -  While the number
of total rounds played has decreased in recent years,

the number of new golf courses being opened 
continues to grow.  In 2003, 171 new courses

opened.  222 opened in 2002, for a total of 393 new
golf courses in the past two years.  During that same
time period, 90 golf courses were closed 47 in 2002,
and 43 in 2003.  Overall, this creates an addition of

302 golf courses in the past two years.

GOLFER DEMOGRAPHICS  -  There were 36.7 mil-
lion golfers in the United States in 2002, down 1.1%

from 2001.  Male players make up 78% of the golfing
population, and 33% of them are over the age of 50.

FUTURE TRENDS  -  Junior participation continues
to grow, as 2.1 million more kids ages 5 to 17 played
golf in 2002, compared to 2000, an increase of 52%.
This may be due to a number of factors such as The
First Tee program, Play Golf America, and other such

opportunities for junior golfers.

Tucson Metropolitan Area – Demographics

While identical data to the previous section is not
available for the Tucson Metropolitan Area, Tucson

City Golf has gathered data from a number of
sources.  

POPULATION (Metropolitan area) -  897,843

TOURISTS  -  3.2 million in 2003

HOTEL OCCUPANCY -  Up 4.9% in the first quarter
of 2004.

GOLF COURSE INVENTORY -  40 18-hole golf
courses in Southern Arizona in 2001; 46 in 2004.

RESIDENT CARDHOLDERS  -  Approximately
20,500 

REGISTERED CLUBS and GROUPS  -  TCG pre-
books approximately 80,000 rounds annually for golf
events for more than 70 men’s and women’s clubs

and groups.

JUNIOR GOLF  -  More than 18,000 rounds in 2003

Competitive Factors

With such a short peak season, (January though the
middle of April), TCG has to vigorously compete the
other 8 1/2 months for the local golfer with 41 other
area 18-hole golf courses, (29 of which are open to
the public).  In the summer months, (May through
September) pricing has been very competitive for

that local golfer.  Courses have had to become very
creative to attract golfers, giving away dinners, 

lunches, drinks, golf balls, and even golf shirts.  Until
the demand catches back up with the supply, this

trend will likely continue.

Availability of personal time has become a constrain-
ing factor for the growth of golf.  There are more

homes with both parents working and more opportu-
nities for other family activities.  Many adults cannot
afford to give up the 4 to 5 hours it takes to play an
18-hole round of golf.  In addition, many of today’s
young adults are looking for leisure pursuits, which
require less time and provide instant gratification.
This is evidenced through increasing numbers of
young adults taking up activities such as bowling.

Other Market Influences

ECONOMY - The decline of the stock market begin-
ning in the late 1990s was exacerbated by the

tragedy of September 11, 2001.  A more prominent
decline in the stock market followed.  Retired or

semi-retired golfers on fixed incomes were affected
most.  Information from the National Golf Foundation

indicate that approximately 30% of all golfers are
retired or semi-retired.  Some studies show that

rounds played closely resemble the stock market.
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TOURISM  -  Southern Arizona is home to many 
winter visitors and is a place where people from the
Midwest and the North come to vacation in late fall

and winter. But tourism was down in 2002 and 2003,
about 12% combined.  During the first quarter of

2004 hotel and resort stays were up 4.9%. 

NATIONAL DISASTER  -  The tragedy of September
11, 2001, affected the nation like nothing since
December 7, 1941.  The country was forever

changed that day. The travel and spending habits of
the populace was impacted so negatively that many
businesses in the hospitality and leisure industry had
to reduce services, lay off employees, or even close
their doors.  Tucson City Golf was not immune to this

downward trend.  A crisis of this proportion, 
foreseeable or unforeseeable, still places great strain

on the economy of the nation and its people.
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In the 1999 Business Plan, TCG allocated a portion
of its budget for marketing with the goal of educating

its customer base about TCG pricing values year-
round.

Working Agreements with Hotels

Over the past five years, TCG has worked with many
local hotels in booking tee times for their guests.  A

prime example is the partnership with the Doubletree
Hotel at Reid Park to advertise both the hotel and

TCG courses in a stay and play package.  The
Doubletree also put a computer in its lobby to allow
guests to make golf reservations online. An account

also was set up so guests will just have a guest pass
and TCG will bill the Doubletree direct. TCG will look
to build other similar partnerships with other hotels in

the near future.

Print Media

TCG will continue to use the local newspapers to
advertise market sensitive and seasonal specials to

the local customer base.  

TCG will also continue to advertise in several differ-
ent magazine publications such as the Metropolitan

Tucson Convention and Visitors Bureau Official
Visitors Guide, Golf Southwest, Arizona the Golf

State, the Tucson Golf Guide, and Official Arizona
Golf Guide.  These publications are distributed in
local, regional, and national markets.  TCG also

advertises in other magazines like Tucson Lifestyle,
and Enjoy Guidebooks of Arizona, which are avail-
able in many of the hotel rooms in the Tucson area.

Broadcast Media

TCG will continue to advertise with the broadcast
media. Television and radio campaigns have been

used to promote TCG properties as southern
Arizona’s best golf value.  

Direct Mail

TCG will continue to send request forms for both
men’s and women’s clubs and groups, which allows

the scheduling of events up to seven months in
advance.

TCG will continue to meet most requests for dona-
tions of rounds of golf for local charity events.  Those
donations include a letter that offers the requesting
charity the opportunity to schedule its future events
on a TCG property.  In the future, TCG plans to uti-

lize direct mail marketing in conjunction with its 
Affinity program to reward individual golfers of pro-

motions, rewards levels, and other possible personal
recognition for special events such as birthdays and

holidays.

Course Utilization / Yield Management

With its new Affinity Program, TCG will encourage
repeat golfers.  Rewards Cards will entitle the bearer

to the resident discount pricing for golf throughout
the year, and may earn discounts based on the level

of spending and/or rounds played at all TCG Pro
Shops and golf courses.  

TCG’s improved website will enable the use of as-
needed mass e-mails to all registered golfers, which

will allow it to send out time-specific discounts on
days and times that may not be filling.  The Internet
will be used more aggressively to notify golfers of

available tee times and discounted rates.

SPECIAL CLUB AND GROUP PRICING  -  Qualified
men’s and women’s clubs will receive a $2 discount
from the posted Rack Rate at Fred Enke, Silverbell,

and El Rio, and an $11 discount from the $47
Premium Resident Rate (Winter 2004-2005) at
Randolph and Dell Urich, during the months of

January, February, and March.  During these same
three months, registered 18-hole groups will be

charged the $47 Premium Resident Rate (Winter
2004-2005) at Randolph and Dell Urich, and the

Rack Rate, plus cart fee for one person at El Rio,
Silverbell, and Fred Enke.

During the remaining nine months of the year, all
clubs and registered 18-hole groups will receive a
discount on their green fees from the appropriate

Prevailing Rate based on its participation as follows:

■ 20 or more players  -  $1 discount per player
■ 32 or more players  -  $2 discount per player
■ 44 or more players  -  $3 discount per player

TCG will also add 10% to all club and group Pro
Shop gift certificate purchases. 

TOURNAMENT PRICING  -  From April through
December, all one-day tournaments will receive 

discounts based on participation as follows:

■ 72 - 119 players - 10% discount per player from 
the Tournament Rate

■ 120 - 179 players - 15% discount per player from 
the Tournament Rate

■ 180 or more players - 20% discount per player 
from the Tournament Rate

Tucson City Golf will also grant a 10% discount to
any in-stock Pro Shop purchase, including gift 

certificates.
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Key Measures

ROUNDS  -  TCG has analyzed data from the National Golf Foundation, the United States Golf Association,
the Golf Industry Association, professional journals, economic forecasts, and its own history to determine pro-
jections for this new Business Plan.  From this analysis, and from what TCG believes will happen to the golf

business in the Tucson metropolitan area over the next five years, the following  goals for paid, 18-hole equiv-
alents have been established.  TCG predicts little change in the number of rounds played at its facilities dur-

ing the life of this proposal.

Fiscal Year Rate of Growth
2005 (1.0%)
2006 0.0%
2007 0.0%
2008 0.5%
2009 0.5%

Cumulative Growth (0.008%)

Based on averages from Fiscal Years 2001 to 2003 and the Rates of Growth indicated above, the following
are the number of 18-hole equivalents projected for the next five years, by course, by year.

FISCAL YEAR

COURSE 2005 2006 2007 2008 2009 AVG

Ran & DU 125,460 125,460 125,460 126,088 126,718 125,837 

El Rio 33,119 54,600 54,600 54,873 55,147 50,468 

Silverbell 59,626 59,626 59,626 59,924 60,223 59,805 

Fred Enke   49,629   49,629   49,629   49,877   50,126   49,778 

TOTAL 267,834 289,315 289,315 290,761 292,215 285,888 
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REVENUE PER ROUND  -  Revenue per Round is a
measurement used in the golf industry to forecast
future, monitor on-going, and to review past golf

course revenues.  TCG utilizes green fees plus cart
fees to determine its Revenue per Round.  Green
fees and cart fees make up the largest portion of

TCG revenue stream.  In FY 2002 and 2003, green
fees and cart fees made up nearly 75% of TCG’s

total revenue.  The 1999 Plan substantially raised the
maximum green fees across the board.  It is impor-

tant to note that earlier in 1999, the Mayor and
Council granted the Director of Parks and

Recreation, with approval from the City Manager, the
authority to discount from these maximum green fees
"when market conditions warrant."  In order to remain
competitive in the golf marketplace, TCG has found

that discounts are necessary most of the year.
Discounts have been afforded golfers based on the
day of play, the time of play, and the season.  Other
promotions that have proven successful include a

free hot dog or sandwich with golf, Ladies’ Day, and
Seniors’ Day discounts.

The following tables and charts demonstrate just how
many tee times TCG sells at a discount.  The data in
the tables and charts represent the per round maxi-

mum green fee plus cart fee (Max) that can be
charged each month at each of TCG’s courses.  The

actual amount of the green fee plus cart fee per
round is shown, and the percentage of Actual com-
pared to the "Max."  This table shows that in FYs

2002 and 2003 at Fred Enke, El Rio, and Silverbell,
the average revenue per round collected ranges from
61.1% to 92.3 % of the maximum cart fee and green
fee.  At Randolph and Dell Urich, these percentages
varied from 76.2% to 99.1%.  The Randolph and Dell
Urich figures for April are somewhat skewed by much
higher revenues for green fees attributable to sales

of the Unlimited Summer Pass.

FY’s 2002 and 2003 Green Fee and Cart Revenue
Actual as a Percentage of the Maximum

(Maximum = 18 Hole Resident Green Fee plus 1/2 cart fee)
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In the 1999 Business Plan, some green fee 
categories were increased by as much as 57%.  For
example, the Winter Season, Senior Resident Rate
for 18 holes at Randolph and Dell Urich went from
$14 to $22.  The Winter Season Resident Rate for

18 holes at Randolph and Dell Urich went from
$18.50 to $27, a 46% increase.  These increases

were all effective January 15, 2000, in the first year
of the Plan.  As illustrated in the graphs on pages 11
to 14, this proposal includes much more moderate
green fee increases, and the increases are spread
over the five-year life of the proposal.  For instance,

rates for the Winter Season Senior Resident Rate for
18 holes at Randolph and Dell Urich are suggested
to go from $22 to $30, a 36% increase.  The Winter
Season Resident Rate for 18 holes at Randolph and
Dell Urich is recommended to go from $27 to $35 in

FY 2009, which is a 30% increase.

It is also proposed that fees for carts increase from
$9 per person for 18 holes, to $10 per person.  The

cart fee for nine holes, currently $6 per person would
go to $7 per person.  Cart fees at City golf courses

have not been increased in more than 10 years. 

Nobody likes fee or rate increases, but it is incum-
bent on organizations such as Tucson City Golf to

forecast the inevitable.  Failure to implement pricing
strategies that account for inflation, necessary

improvements, and other increases in expenses is
not sound fiscal management.  On the following page
are the current rates for each category of maximum

green fees and the proposed changes for each of the
next five years.
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Expenses

As previously stated, in early 1999, the City Manager
requested that the Parks and Recreation Department
establish a methodology, which would allow TCG to

continue operating without losing money.  One of the
three primary issues to overcome in developing the

1999 Business Plan was "to control costs."  U.S.
Bancorp Piper Jaffray Inc., the City’s financial con-

sultant in 1999, cited two significant factors affecting
the financial integrity of TCG.  The first was a contin-

uing loss in total rounds being played on the City’s
golf courses.  The second was that operating

expenses had not adjusted to the drop in rounds
played.  The success of the 1999 Plan and the TCG
System has been based on Tucson City Golf’s ability

to monitor and control its expenses.

The following illustrations are indicative of the
amount and categories for actual expenses incurred

during the 1999 Plan and include projected expenses
for this proposal.
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Revenues

The following pages contain illustrations of revenues by source.  The first is the actual receipts for FY 2003
and the second is the projected categorized forecasts for FY 2005.
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Capital Improvement Plan

As mentioned in the Executive Summary, one of the greatest attributes of this Business Plan is that it
addresses capital improvements.  Funding capital improvements is vital to the continued success of TCG.

Below is a list of developments for each Tucson City Golf property, which would enhance the golf experience
and allow for more effective management and/or marketing.  The following page lists both capital and operat-
ing budget funded equipment, its expected life, unit cost, and the annual number of units required to maintain

necessary fleet and inventory levels.

CAPITAL IMPROVEMENT PROJECTS
Fiscal Years 2005-2009

PROJECT #1
Fred Enke Golf Course Estimated Cost: $1,650,000

These enhancements will give Fred Enke a more broad-based appeal.
■ Incorporate concrete cart paths throughout

■ Improve control of the irrigation system
■ Address design deficiencies

PROJECT #2
Silverbell Golf Course Estimated Cost: $2,750,000

Improvements at Silverbell will include:
■ Sustainable turf conditions by moving off of the landfill

■ Incorporate concrete cart paths throughout
■ Straighten most of the dog-legs

PROJECT #3
Randolph Golf Course Estimated Cost: $  520,000

Improvements at Randolph will include:
■ Replace current turf with 419 Tif

■ Bunker renovation
■ Tee development

PROJECT #4
Dell Urich Golf Course Estimated Cost: $  100,000

Improvements at Dell Urich will include:
■ Bunker renovation
■ Tee development

■ Improve access to #4 green

TOTAL ESTIMATED COST: $5,020,000
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EQUIPMENT PURCHASE PLAN
Fiscal Years 2005-2009
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In the Maintenance Section, TCG has paid for 
enrollment of six supervisory staff in the Turf

Management Program offered by Dr. David Kopec, a
Greens Committee member and faculty member at
the University of Arizona School of Agriculture.  This

class has been of particular value to TCG in both
course content and proximity. It is relatively 

inexpensive to fund, yet provides information and
details that are specific to the local situation.  TCG
plans to continue this relationship on a bi-annual

basis.  Every other year, TCG will send members of
the mechanical staff to factory-sponsored service
training schools such as the one offered in 2003

sponsored by Jacobsen Equipment in Lincoln, NE.
TCG also sends mechanical staff to many local 

service training opportunities such as reel grinding
seminars and small-engine troubleshooting spon-

sored by the local Toro Equipment distributor. TCG
is actively researching new opportunities arising from

the Internet in regard to online turf degrees and 
certifications for mechanics.  Yet another commit-
ment to education is demonstrated through staff
becoming certified as Applicator by the Structural

Pest Control Commission.  TCG is committed to the
pesticide certification process established by the

State of Arizona.  It includes a rigorous examination
for initial certification and annual Continuing
Education Units to maintain certified status.

Currently, nine employees are certified and five 
others are studying for the exam.  TCG pays for the
exam upon successful completion and covers the
time and registration for the annual one-day CEU

class for each of the employees.  

TCG has approximately 250 staff members, with the
vast majority being classified as part-time 

non-permanent.  TCG wages overall are competitive
with other golf courses in the metropolitan area.

When combined with the aforementioned 
opportunities for career development, it is easy to
see that TCG is a good place to work and learn a
golf trade or the golf business.  These are all rea-

sons that TCG has a relatively stable labor force and
the rate of employee turnover is less than could be

expected for an organization of this size and 
diversity.

For management purposes TCG is divided in to four
sections: Administration, Golf Course Maintenance,
Concessions, and Pro Shops.  Within this structure,
TCG operates and manages five golf courses, four

retail pro shops, four driving ranges, and four 
clubhouses.

Staff Training and Development

One of the basic tenets of TCG’s mission statement
is the ongoing commitment to staff development.  In
the five years since the implementation of the 1999
Business Plan, TCG has been true to that commit-

ment.  TCG pays for both the local and national dues
for the supervisors’ respective organizations, such as

the Professional Golfers Association, Golf Course
Superintendents Association of America, etc.  Those
same supervisors are encouraged to participate in

local and national events hosted by those organiza-
tions such as annual conferences and trade shows.

All of these are valuable resources to TCG on a
number of different levels, such as educational and

professional networking.

TCG also has paid for local participation in the
respective educational programs and monthly meet-
ings held by these professional organizations.  TCG

is actively encouraging and participating in its
employees’ ongoing development in the way of

achieving certification or career ladder development
such as becoming a Class ‘A’ Golf Professional, a
Certified Golf Course Superintendent, or a State of

Arizona Certified Pesticide Applicator.

In addition, TCG has taken a major role in the 
educational development of staff.  TCG provides
funding for tuition and registration fees, in some

cases while the employee is on City time.  TCG pro-
vides funding for golf professionals who are pursuing
advancement in their field by paying tuition and other

expenses upon successful completion of the 
particular curriculum.  
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Uncontrollable

WEATHER  -  TCG forecasts 13 days of play lost
every year due to weather, based on an average
from the last seven years.  Weather is the single
biggest threat to TCG each year.  With five golf

courses, depending on the day of the week and time
of year, TCG has the potential to lose as many as

900 to 1,200 rounds per day, equating to $25,000 to
$40,000 in revenue per day.  Weather can also have
a significant effect on supplies, labor cost, and rev-

enues.  For example, if the weather turns exception-
ally cold soon after overseeding, the rye grass will

not establish itself well.  The appearance of dormant
bermuda grass without a good stand of rye grass will
present less aesthetically pleasing golf courses.  Re-

seeding could cause additional expenditures on
seed, fertilizer, and other soil supplements required

in getting a good stand of rye grass. This could
adversely impact revenue if the number of golfers

playing in the peak season decreases or if TCG has
to lower its rate during the peak season to attract

golfers to its courses.

The monsoon season can affect labor hours and dol-
lars expended due to clean up of storm damage and

debris removal.  Play and revenue can also be
adversely impacted by rain, lightning, and other

storm-related phenomena.  Conversely, when the
weather is extremely dry, as it has been for the past
five years with average rainfall lagging by more than

20%, additional costs are incurred due to the
required supplemental irrigation.  However, the other
side is that the weather here is good for golf rounds
played and revenue, albeit at the time of year when
rates are lowest and for the most part fewer golfers

are playing fewer rounds.

New courses  -  Since the City of Tucson built Fred
Enke Golf Course in 1983, the number of courses in

this area has doubled.  Currently there are 46 18-
hole golf courses in southern Arizona.  Since 1999
there have been six new courses open in Southern

Arizona.  Another two or three courses are scheduled
for construction within the next year or so.

With the population of Tucson and the number of golf
courses in southern Arizona, the National Golf

Foundation says that with each new golf course built,
public or private, all other golf courses in the area
could lose as many as 1,000 rounds a year. This

points out that supply of golf courses may continue to
exceed demand of the number of golfers and rounds

played for several years.  That stated, predicting
rounds and revenue and administering effective yield
management strategies is an ongoing battle.  This is
a further indication of the importance of TCG’s ability
and willingness to control expenses, which was so

vital to the success of the business plan.

Cyclical Functions

One of the more difficult situations with southern
Arizona’s peak golf season is how short it is.  When
TCG’s supply of tee times is low, demand is high;

when tee time supply is high, demand is low.
Daylight in January and February limits 18-hole tee

times to a six to seven-hour window. Frost or
extreme cold may also further impede those early

morning hours.  By March, it is slightly better, averag-
ing just over eight hours of 18-hole tee times.  This is

a lot different than most parts of the country where
peak season is in the summer with 11 to 12 hours of

18-hole tee times a day during their peak season.
With TCG’s short window of opportunity, any lost

days due to weather is magnified.  
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There are clearly several different operational 
models, which the City could consider. The difficulty

in doing so is that comparisons are not always
"apples to apples" when comparing the financial
statements.  Because not all golf courses are the

same, each course is unique in its clientele, weather,
soil, fiscal resources, human resources, etc.

In each of the different operational models being
compared, the municipality loses some control of the

operation.  With the Baltimore County Revenue
Authority, an appointed Board of Directors has 

complete authority over the operation, as well as
controlling the price structure.  However, all the 

revenue stays in the Revenue Authority and capital
improvements could be funded each year the

Authority is successful.  

With both the Privatization model and the
Independent Contractor, model the municipality
retains control over the price structure but would
have very little control over the management and
operation of the golf course, including golf course

conditions.  

In a lease agreement of the golf course to a
Management Company or Independent Contractor,
capital improvement would only be funded to the
stipulated amount in the agreement.  Any additional
capital improvements that may be needed would
have to be paid for by the municipality.

Below are a few of the different ways that it is fair to compare. 

In comparison, some benefits of the City retaining
control of its golf operation compared to the preced-
ing page include:

■ Employing locally experienced golf professionals
and golf course maintenance staff

■ Continued easy access for high school and junior
golf programs

■ Maintain a positive cash flow and balance in the
golfer’s best interest

■ Continue to provide a high level of customer 
service to clubs and groups to build their loyalty 
In accordance with the 1999 Business Plan TCG has
maintained and operated its facilities since FY 2001.
This is demonstrated by TCG finishing in the black,
on an operating income basis for the last four fiscal
years.
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The most important thing to note regarding this new
Business Plan is that TCG is projected to finish in
"the black" operationally, pay principal and interest
on the long-term debt, and fund capital improve-
ments.  The 1999 Plan did not pay principal on the
long-term debt.  Funding capital improvements is
vital to the continued success of the System.  Much
of the success of this new Business Plan will be from
the proposed stair-stepped increases in green fees,
over the five year period, as opposed to the much
larger one-time increases which were implemented in
the 1999 Business Plan.

Over the life of this recommended Business Plan,
TCG will continue to grow through operational
changes.  Some of the highlighted changes will be:

■ Increase club and group play through discounts
for qualified clubs in the peak demand season
(January through March), and with additional dis-
counts for clubs and groups the remainder of the
year, based on participation.

■ From April through December, increase the num-
ber of golf tournaments booked and the size of these
events with special pricing based on participation 
levels.

■ Introduce the Affinity Program to encourage 
customer loyalty through repeat business.  Tucson
City Golf’s Point-of-Sale system, used in the Pro
Shops, will track each transaction through a golfer’s
Rewards Card.

■ Continue to encourage and fund as much 
education and training opportunities as possible for
all staff.

■ Make annual purchases of the budgeted capital
equipment.  This will assist the Maintenance Section
in continuing to improve golf course conditions.

■ Make scheduled interest and principal payments
toward the long-term debt.

■ Continue commitment to the community through
additional programming for children, and donating
tee times to charitable events.

Tucson City Golf’s management team believes the
adoption of this proposal will allow for the continued
improvement and successful operation the City’s golf
facilities.


